When I started thinking about the issue of adoption in relation to care pathways, I quickly realized that care pathways are somewhat unique. They themselves are a vehicle for the implementation and adoption of initiatives at the frontline, but there is also the question of adoption and uptake of care pathways as an initiative in their own right. This editorial therefore explores the subject of adoption in relation to getting results, followed by how care pathways contribute to the adoption of initiatives and lastly how the adoption of care pathways themselves might be addressed.
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CONSIDERING ADOPTION
In his book Common Approach Uncommon Results, 1 
Ian
Gotts explores the key issues of behavioural change and the idea of adoption or the rate of adoption as the ultimate test of successful change. Ian describes a formula (Figure 1 ), which he names the 'Fundamental Law of Business', which captures the essence of the relationship between results and how well the intended change is adopted.
He postulates that adoption is significantly more important than the initiative itself in achieving the desired results. He cites that if adoption is measured as a percentage of the adoption by individuals within the organization, then 50% adoption gets you 25% of the results, while 90% adoption gets you 81% of the results. Crucially however, 0% adoption gets you no results.
Of critical importance to the delivery of strategies, initiatives and agendas within an organization is an understanding of the required changes in roles and Jenny Gray MCSp, SRP, Grad Dip Phys, Director, Venture Tiainino & Consultino, Manor Farm Barn, Selsey Road, Dennington, Chichester, T#st Sussex P020 7PL, UK. Email: jenny@venturetc.com activities (the new way of working) as a result of the initiatives.
Adoption means integrating these new ways of working, driven by the initiatives, agendas or the strategy, in the context of everyone's job, i.e. the extent to which the staff across the organization actually do what is required, change to new behaviours and adopt those behaviours into their everyday working lives consistently and continuously, from the top to the bottom of the organization. The question that requires answering is 'how can I apply the strategy in my day-to-day work?'
CARE PATHWAYS AS A VEHICLE FOR MAKING STRATEGY REALITY
Care pathways are largely about changing behaviour and achieving new levels of performance as a result. The approach focuses on getting the strategic improvement effort really understood and used by everyone in the organization. It does this by bringing everyone together and ensuring that there is involvement in designing the care pathways, i.e. the application of the strategy at the frontline. This leads to changes in the behaviour, working practices, tools and techniques required to implement the strategy and to make it a reality. By undertaking activity-based process mapping to develop patient-centred 'care pathway journeys', the approach creates a shared language, so that everyone understands their own part and context in the strategy. Once a new care pathway journey has been mapped and agreed, the supporting care pathway documents may be developed and staff can immediately start using it as intended. That is adoption. Before tackling adoption of the care pathway initiative, it is important to satisfy ourselves that the care pathway project or programme will be likely to meet some basic quality standards including the following:
1. That the way in which care pathway journeys are developed will lead to a consensus across local professional groups and stakeholders that the end result represents a graphical overview of locally agreed, evidence-based best practice. 2. That 'Care pathway documents' will contain locally agreed, quality content laid out in a way that facilitates the quick and intuitive capture of useful information, including a comparison between planned and actual process and outcome. 3. That the information captured in care pathway documents will be adequate to feed the many agendas and to meet the information requirements of the professionals delivering the service, managers and others.
Adoption requires people to change their behaviours, their day-to-day activities, their customs and practices. Effective adoption also puts into context why they need to change and how they can change. It requires clear statements of what each person, at every level of the organization, is required to do, what tools they will need to use and what results they will be required to achieve. People need to understand and agree what needs to be done, why it is better, how they will be helped and supported through the change, and what the new performance measures will be.
The process of developing and implementing care pathways turns strategy into reality, securing buy-in, adoption and uptake of initiatives at all levels from the chief executive and senior management to frontline staff. Using care pathway journeys and documents as a common operational platform against which to view measures moves organizations from corporate performance reporting to corporate performance management, enabling information to be analyzed in the context of the activities that gave rise to it.
Care pathways drive real adoption (and thus different behaviour) into the organization by focusing on process (activities, assessment and testing detail, criteria, judgements and decisions and outcomes). Time is spent with teams at all levels of the organization to define their end-to-end processes (care pathway journeys). Locally agreed evidence-based best practice and standards, and rnetrics linking activities with performance, are embedded into frontline practice to enable delivery and performance management of the many strategies, initiatives and agendas.
Taking it one stage further, when care pathway documents containing the unique care pathway variance-tracking mechanism are used as the complete patient/service user record, the information to compare planned with actual process and outcome is captured, testing out and monitoring the effects of any changes in practice.
When care pathway information is captured electronically, traffic lights, gauges and scorecards can display performance information back to staff in the context of the activities giving rise to it, and alerts can provide an early warning system to highlight where things are missed or changed, thus making a contribution towards the management of risk across the organization. This approach provides the key to moving the organization from corporate performance reporting where performance measures are presented in isolation to corporate performance management where immediate drilling down to the activities that gave rise to the performance can give a critical insight into the associated causes and actions taken.
WHAT DO ORGANIZATIONS NEED TO
GET RIGHT?
Staff working in organizations that are developing care pathways are frequently uncertain as to the status, purpose and drivers for care pathways locally, and express concerns that are likely to directly affect adoption of the care pathways (Box 1). These questions need addressing if care pathways are to realize their full potential. There is clear anecdotal evidence across organizations that a critical success factor when implementing care pathways is the involvement of frontline staff in care pathway development, review and updating. Even more importantly, establishing the what's in it for me/them? (WIIFM/Ts) and addressing the issues wherever possible, results in the benefits of care pathways being spread by word of mouth like wildfire around an organization. The doctor who has impressive amounts and quality of timely and relevant information at his disposal to feed a research project or to enable the sharing of local outcomes with patients during a clinic will quickly let his colleagues know. The nurse who is able to reduce the time and effort taken to record comprehensive, meaningful, accurate and timely notes that demonstrate consistent delivery of locally agreed, evidence-based best practice, that
Box 1 Some frequently asked questions that need answering locally
Where do care pathways sit in terms of the overall organizational strategy and policies and how do they fit with the many other initiatives? 2 Who in the organization is interested in the care pathway initiative? 3 How high a priority are care pathways for the organization? 4 Will care pathways be another 'here today, gone tomorrow' project that will take staff time, resources and energy away from direct service delivery and result in few tangible benefits? 5 Do those in positions of influence and power in the organization understand the nature and potential of care pathways as a formidable change agent? 6 Do others appreciate the difference between the care pathway journey and the care pathway document and the different benefits of each? What do they think is being developed and implemented locally? 7 Will the level of support required to drive a successful and sustainable care pathway programme be forthcoming when the issues start surfacing? 8 Is it fully understood at all levels of the organization that care pathways are a way of thinking that scrutinizes, questions and updates traditional working practices and behaviour and that makes a real difference to the way things are done and thought about from frontline to management board? 9 Are the chief executive and senior managers aware that the common operational platform provided by care pathway journeys coupled with the capture of information from structured care pathway documents can move the organization from performance reporting to corporate performance management? 10 Does the organization realize the potential that care pathways have with respect to managing risk, clinical governance, compliance, controls and assurance, skill-mix, competencies and roles, training needs analysis, activitybased costing, timely reporting of clinical coding, service level agreements, and the implementation of initiatives such as the care programme approach" and single assessment," as well as scenario planning and critical path analysis to underpin new builds, mergers, the move to foundation hospital status etc? 11 Will local electronic support for care pathways be available; if not, how will the information be collected, collated, shared analysed, presented and used etc?
promote the sharing of information between professionals, that at the same time facilitate the capture of variations in care and the tailoring of care for individual patients and that provide all the information to feed performance and other agendas as a by-product is likely to welcome the new model of record-keeping and to communicate this to colleagues. There is no better way of accelerating and easing the path to enthusiastic adoption of an initiative than to deliver results that make immediate and tangible improvements to an individual's everyday working experience and satisfaction. A sound understanding of what these things are, the local whinges, grumbles and aspirations, and what would make a difference if it could be achieved, allows the care pathway facilitator to ensure that staff's needs are met as an early priority. This approach will simultaneously raise awareness and fuel the uptake of care pathways.
THE IMPORTANCE OF ADOPTION AND UPTAKE OF CARE PATHWAYS
At the heart of the modernization agenda driving the changes in the new UK National Health Service (NHS) is the need for individuals, teams and organizations to scrutinize, question and update traditional working practices and behaviour. The task of setting out, critically appraising and embedding the latest evidence and standards into locally agreed best practice is challenging all health-and social-care organizations at the present time. Demonstrating how, where, when and who is delivering this locally agreed evidence-based best practice at the frontline is an added challenge. In the UK, care pathway journeys and care pathway documents are acknowledged as the model and framework for implementing this ambitious change programme. The Journal ifIntegrated Care
Pathways regularly features studies and opinion papers exploring the national and local views of individuals regarding the perceived effectiveness and popularity of care pathways. Based on the supposition that perception is reality, and that the uptake and consistent use of care pathways is a critical success factor when implementing them, careful thought clearly needs to be given to the issue of adoption and uptake of care pathways and the care pathway approach.
The editorial in the last issue of the Journal (~f Integrated Care Pathways explored the various results and benefits that could be gained at each stage of care pathway development and implementation." As for any initiative, achieving these results relies on individuals at all levels of the organization adopting the principles and practices of care pathways. These include the new way of thinking focused around a patient-centred, integrated, 'make a difference' approach to service design, delivery, recording and evaluation that sits at the heart of the care pathway model. Moreover, users must complete care pathway documentation consistently and comprehensively.
It is clear then that if we wish the users of care pathways to comply at the very least with the recordkeeping mandate, then the issue of adoption is paramount to the success of care pathways. If our care pathways are successful, then we can assume successful implementation of the numerous initiatives for which they provide the vehicle.
Care pathways require time, staff and resources and they create new and changed documentation. For care pathways to add lasting value, the new ways of working must be adopted consistently across the organization.
Sustaining the planning, developing, implementing, evaluating and reviewing of a successful care pathway project or programme requires vision, leadership, project management, supporting organizational systems and structures and robust corporate performance management. If the information set out in care pathway journeys and captured in care pathway documents is not analysed and fed back in a way that makes a difference at every level of the organization, the care pathway project or programme will cease to be a priority and will fizzle out over time.
FORMALIZING ADOPTION
At present there are numerous conflicting initiatives competing for supremacy within organizations. In a current example, an NHS Trust is planning to launch two new projects in different areas of the organization. The first aims to introduce care pathways across a directorate, the second to pilot a new standardized form of documentation. Both projects are explicit in their intention to roll out the pilot across the organization and the two project managers are unaware of the work being done across the corridor.
Staffworking in health and social care at present are overwhelmed by the number of initiatives and changes that they are expected to deliver upon at anyone time.
Most organizations focus more on developing the output from initiatives (reports, content, systems), than adoption -yet as we have discussed here, adoption is the fundamental requirement for success. Recognizing this means dramatically improving the effectiveness of current initiatives, including care pathways.
Care pathways provide a common operational platform that works to execute change and to embed locally agreed, evidence-based best practice into everyone's day-to-day activities. Immediate tangible results are regularly reported. However, to have a lasting and more radical impact on the organization, care pathways need to be driven by senior management, and the methodology and approach embedded into all strategies and reflected in all policies across the organization. In this way, the challenge of 'adoption' can begin to be formalized, and compliance becomes everyone's responsibility.
